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This session will cover…

• The need for a different approach
• Key concepts

History of its evolution

• Shaping new investments (the budget process)
• Wider uses 

How it is used

• Role in better government

It’s impact

• Using an Accredited Facilitator

Getting started

• Your observations/wisdom

Seeking new insights



History of the IMS evolution…

The need for a different approach



We don’t define benefits 
and we never track benefits

Millions spent on unnecessary 
business cases

We poorly define the 
need for an investment

Inability to prioritise 
competing investments

….something wasn’t working (2004)

Disconnect between good 
policy and its implementation

Little consideration of 
genuine strategic options 

“Solutions looking for 
problems”



The importance of 
getting it right early



Opportunity to influence the outcome of an investment

Gate 6: 
Benefits analysis

Gate 1: 
Concept and feasibility

Gate 2: 
Business case

Gate 3: 
Readiness for market

Gate 4: 
Tender decision

Gate 5: 
Readiness for service
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Award and 
implement 
contract

IMS

Business case 
development

Manage contract
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Traditional Project Management
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Investment Decision-Maker’s Checklist - 16 Question Tool
PROBLEM BENEFITS RESPONSE SOLUTION

1. Is it clear what the problem is 
that needs to be addressed - 
both the cause and effect? 

5. Have the benefits that will 
result from fixing the problem 

been adequately defined? 

9. Has a reasonable spread of 
interventions been identified and 
packaged into sensible response 

options? 

13. Consistent with the preferred 
response option, has a 

reasonable spread of project 
options been analysed? 

2. Is there sufficient evidence to 
confirm both the cause and 

effect of the problem? 

6. Are the benefits of high value 
to the government? 

10. Is there evidence to 
demonstrate that the response 
options are feasible and can 

respond to future uncertainty? 

14. Is the recommended solution 
the best value for money action, 

and have opportunities for 
building flexibility to deal with 
uncertainty been considered? 

3. Does the problem need to be 
addressed now and by this 

government? 

7. Are the KPIs SMART and will 
they provide strong evidence 
that the benefits have been 

delivered? 

11. Were the options evaluated 
fairly to reflect their ability to 

respond to the problem, deliver 
the benefits? 

15. Is the solution specified 
clearly and fully and have 

opportunities for adding value 
been identified and costed? (all 
business changes and assets) 

4. Does the defined problem 
capture its full extent/scope 
including sources of future 

uncertainty? 

8. Have the sources of 
uncertainty and key 

dependencies critical to benefit 
delivery been considered? 

12. Is the preferred response 
option the most effective way to 
address the problem and deliver 

the benefits? 

16. Can the solution really be 
delivered (cost, risk, timeframes 

etc.)? 
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Investment 
case

….is it a real problem that needs to be addressed 
now by government?

Delivery 
case

….is likely to deliver 
what it says?
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=
Improved quality of proposals

• policy merit

• deliverability

Improved quality of analysis and 
advice to Government

Typical budget process
Investment Management Standard Business Case 16 Questions

Investment Analysis & Advice



“Key concepts”



The Investment Management Standard

‘…. is a collection of simple, commonsense ideas and practices that help organisations direct 
resources to deliver the best outcomes.’

Definition of investment 

‘The commitment of the resources of an organisation with the expectation of receiving a 
benefit’



The practices are founded on three principles:

1. The best way to pool knowledge is through an informed discussion that brings together 
those people with the most knowledge of a subject

2. The ‘investment story’ is best depicted on a single page using language and concepts 
that can be understood by a layperson

3. Each investment should have clearly defined benefits that align with the outcomes the 
organisation is seeking.



…its all about the ‘informed discussion’

Informed Requires the participation of the Investor and those people who are most informed on the topic.  

Decision-making They are structured to address a sequence of decisions that are central to the potential investment.

Plain English The story of the investment is told in simple concepts and language in a way that can be understood by the 
layman.  Word limits require that direct language is used.  The investment story is depicted on a single page in 
the form of an Investment Logic Map.

Evidence based Each statement of the story must be able to be supported by evidence.

2-hour limit Discussions do not exceed two-hours in duration.  This has been found to be short enough to obtain the time 
commitment of senior people, and long enough to extract an agreed investment story. (Online can differ)

Concluding the 
discussion

The 48 hours following are used to conclude the discussion. During this period, the first version of the 
investment story is circulated, and any outstanding matters are electronically discussed and resolved.

Facilitated The Facilitator is responsible for:
Extracting and telling the investment story in a way that will maximise its value to the organisation and is 

expressed in plain language and concepts
Obtaining the agreement of all participants to the investment story
Ensuring that each statement can be supported by evidence.     



How it is used…

The 7 practises



Investment Management can be used to…

• Shape a new investment
• Prioritise investment proposals
• Monitor and measure the delivery of 

benefits
• Evaluate a program of investment
• Develop new policy
• Improve an organisation’s focus and 

effectiveness
• Monitor an organisation’s outcomes

Seven strategic planning needs 
and their IMS workshop pathways



ILM



Organisation Level

# Considered further at investment prioritisation.



Program Level



Initiative Level

Applied at the “Shaping new investments” stage, the first goal of the Investment 
Management Standard is to extract the information that decision-makers need to decide 
whether a potential investment should proceed to the business case stage, be funded, or be 
stopped. The 16Questions tool can support this decision.



Investment Logic Maps
Doing the things that matter most



The ‘informed discussions’ (4 workshops) 

….structured to extract the critical information that tells ‘the investment story’ that is the 
foundation of a business case

26

What is the 
problem?

• Define the 
problem/s that 
need to be 
addressed

• Validate that the 
problem is real

• Specify the 
benefits that will 
result from 
addressing the 
problem

What benefits 
need to be 
delivered?

• Identify the KPIs, 
measures and 
targets that  any 
investment will 
need to deliver

• Specify how the 
delivery of the 
benefits will be 
measured and 
reported

What is the 
preferred 

response?

• Explore the 
interventions that 
might be taken to 
address the 
problem and 
deliver the 
benefits

• Identify and 
evaluate a mix of 
strategic 
responses

What is the 
recommended 

solution?

• Consistent with 
the strategic 
response, define 
the preferred 
solution (changes 
and assets)

• Quantify the 
preferred solution 



IMS ‘line of enquiry’

The IMS involves a series of up to four facilitated workshops that step participants through a 
‘line of enquiry’ and help decision-makers determine whether:

• there is a real, evidence-based problem that needs to be addressed now and by this 
government

• the benefits which will be delivered through successfully addressing the problem are of 
high value to the organisation and the community

• the benefits’ KPIs are meaningful, measurable and attributable to the investment and are 
worth tracking and reporting

• the way the problem will be addressed is strategic, feasible, and innovative

• the solution is likely to be delivered within time and budget constraints

• the solution can be applied flexibly to manage uncertainty and adapt to changing 
conditions and demand.



What preparation is required?

To ensure that the problem definition workshop is useful and efficient it is important that all 
participants, including the investor, understand the intent of the workshop and the 
expectations of participants. 

• Understand your roles and responsibilities as a participant and ensure you have the depth 
of understanding of the issues required. The workshop is very time-constrained and 
cannot become a forum in which issues are explained in detail

• the investor needs to direct the participants to make themselves very familiar with any 
existing relevant materials such as: briefing papers, background reports, external reviews, 
internal management reports etc.

• confirm the owners of key evidence are in attendance and ensure that they can refer to it 
authoritatively during the workshop, when required. A key part of this workshop is to 
confirm that evidence exists to substantiate the problem(s)

It is not necessary to bring materials to the workshop



Define the problem first – not the solution

What issue(s) are we trying to solve or address?

What is the:
• cause of the problem?
• effect of the problem on the organisation and/or community?
• case for intervention to address the problem?

What evidence might be used to support this?



Understanding the problem

Questions to consider include:
• What is broken or not working?

• What adverse outcomes evidence needs addressing?

• What will happen if we ‘do nothing’?

• Why do we need to respond now?

• What is the driver or cause?

• What evidence demonstrates the relationship between 

the cause and the effect?



Good problem statements

They are:
• Correctly constructed with cause and effect

• Supported by evidence that the problem exists 
and that there is a correlation between the 
cause and effect

• The effect is an end consequence that 
is measurable NOT an intermediate outcome 
which is less compelling

• Is compelling and is something that we 
care about

Opportunity or need
Whilst it is possible to have an opportunity 
or need (and the guidance talks about these 
as options) in practice this is extremely rare



Things that are typically not ‘problems’

Public commitments

Legislative 
requirements 

Old assets

Not enough funding



Logic flow through the ILM

Cause

Effect

Problem

Response

Intervention

Intervention

Intervention

Intervention

Business 
changes

Should deliver

Benefit

KPI

KPI

Solution

Changes Assets

Physical 
assets 

(if required)



From problems to benefits and strategic interventions

Rapidly increasing 
rates of diabetes in 

children will 
overcome the 

health care system 
long term

Problem

Cause

Response
Work with food 
manufacturing 

companies to limit 
destructive offerings

Improve access to 
prevention options 

and support for 
parents

Increase access to 
health care services 

for vulnerable 
children

Provide incentives to 
pharmaceutical 

companies to find 
treatments

Should deliver

Effect

Benefit

Sustainable health 
system

Rates of diabetes 
and obesity in 

children

KPI

Inefficient hospital 
beds for children 

with diabetes 
reduces treatment 

options

Initial problem statement



Example of a problem

Problem/Need

Increased attendance at 
emergency departments 
is delaying the treatment 
of patients with critical 

health care needs, 
adversely affecting 

patient health outcomes 
and efficiency of the 
health care system.

Cause

Population growth or 
change in community 

behaviour

Effect

Social or 
Financial/Economic or 

other local impacts

Evidence

 population growth pa
GP prices 

 no. non-emergency 
cases in Emergency 

Departments
 primary health care 

services

Emergency 
Departments not 
meeting targets
 in waiting times

 in no. & frequency of 
hospitals on ‘by pass’
 in length of time for 

ambulance patient 
transfers

 in avoidable 
admissions



Problem trajectory

Loss of 
biodiversity

Reduced 
visitor 
appeal

Evidence that the 
cause of the 

problem exists

Evidence that the 
effect exists and 
can be measured

What happens if 
we do nothing 

about the effect?

Sub-causes to the 
problem

Cause Effect

High levels of 
toxicity in the 
waterways is

High levels of toxicity in the waterways is threatening rare flora and fauna in the park

20% of all flora and 
fauna species are 
exhibiting signs of 

stress

threatening 
the presence 
of rare flora 
and fauna in 

the park

Low in-flows 
and flushing 
in waterways

17% of those 
species identified 
as under stress 

classified as rare

Risk to flora and 
fauna is rated 

medium to high

Concentration level 
of pesticide 

(parts/million) in 
water from major 

streams in the park 
over last 18 months

10% increase in 
heavy metals in 

waterways

25% reduction in 
stream flow and 

projected to 
continue

Increased 
nutrients and 
pesticides in 
run-off from 

farms

Chemical 
contamination 
from factory

Inadequate 
monitoringPoor filtration 

equipment

High cost of 
maintenance

Over-use of 
fertilisers and 

pesticides

Outdated farming 
practices

Insect 
infestation

Increased 
irrigation 
demand

Climate 
variability

Low 
rainfall

New 
agribusiness 



The problem trajectory builds the investment story

Problem statement Improved 
biodiversity

Improved 
visitor 
appeal

Potential 
interventions

Potential KPI’s and 
Measures

What happens if 
we do something 
about the effect?

Potential changes 
and assets

High levels of 
toxicity in the 
waterways is

High levels of toxicity in the waterways is threatening rare flora and fauna in the park

20% of all flora and 
fauna species are 
exhibiting signs of 

stress

threatening 
the presence 
of rare flora 
and fauna in 

the park

Low in-flows 
and flushing 
in waterways

17% of those 
species identified 
as under stress 

classified as rare

Risk to flora and 
fauna is rated 

medium to high

Concentration level 
of pesticide 

(parts/million) in 
water from major 

streams in the park 
over last 18 months

10% increase in 
heavy metals in 

waterways

25% reduction in 
stream flow and 

projected to 
continue

Increased 
nutrients and 
pesticides in 
run-off from 

farms

Chemical 
contamination 
from factory

Inadequate 
monitoringPoor filtration 

equipment

High cost of 
maintenance

Over-use of 
fertilisers and 

pesticides

Outdated farming 
practices

Insect 
infestation

Increased 
irrigation 
demand

Climate 
variability

Low 
rainfall

New 
agribusiness 



ILM Checklist
The investment story is clear and easy to read and understand and the language is plain but precise
The title describes the most significant overarching business outcome or benefit that will be achieved, and the sub-heading gives an 
understanding of the solution
Problem statements contain a clear cause and effect relationship that is supported by evidence and provides insight into who and what is 
involved and why this is important 
There are no more than four problems and no problem is weighted less than 15 per cent

Benefits align with the priorities of the organisation 
There are no more than four benefits with a total weighting adding up to 100% and the distribution of % in respect of the problem weightings 
makes sense
KPIs are outcome focused and are meaningful, measurable and attributable to this investment
The preferred response contains a combination of interventions that deliver the KPIs and solves the problem and includes more than just 
supply-based interventions
There are no more than four interventions with total weighting adding up to 100 per cent and the distribution of % from one element to 
another makes sense
Changes and business changes and are linked to the interventions

There are no more than six changes

Assets are hard physical infrastructure and are linked to at least one change (note: People are not assets in this context)

The ILM template is current and at the correct level – Initiative, Program or Organisation (note: DTF has only released Initiative level publicly) 

Box and font size has not been altered

Control fields are completed and updated 



The IMS impact



What impact is it having?

• Changes the way people think about investments (moved from funding to investing)

• Provides a line-of-sight between good policy and its implementation

• Brings everybody to the same page

• Focuses on what really matters

• Makes investments accountable for the benefits they are expected to deliver

This all results in better government … and substantial cost savings



GETTING STARTED

How people and organisations can adopt the IMS



Contact Details / Useful websites

The investment management standard (IMS)

https://www.dtf.vic.gov.au/infrastructure-investment/investment-management-standard

Investment management team (Greg Hilton)

e InvestmentManagement@dtf.vic.gov.au

The Investment Lifecycle and High Value High Risk Guidelines

https://www.dtf.vic.gov.au/infrastructure-investment/investment-lifecycle-and-high-value-and-
high-risk-guidelines 

The Gateway Review process 

https://www.dtf.vic.gov.au/infrastructure-investment/gateway-review-process 

Greg Gough - Ideas Advisory - Accredited Facilitator

p 0411 885 889 e greg@ideasadvisory.com.au w www.ideasadvisory.com.au  

https://www.dtf.vic.gov.au/infrastructure-investment/investment-management-standard
mailto:InvestmentManagement@dtf.vic.gov.au
https://www.dtf.vic.gov.au/infrastructure-investment/investment-lifecycle-and-high-value-and-high-risk-guidelines
https://www.dtf.vic.gov.au/infrastructure-investment/investment-lifecycle-and-high-value-and-high-risk-guidelines
https://www.dtf.vic.gov.au/infrastructure-investment/gateway-review-process
mailto:greg@ideasadvisory.com.au
http://www.ideasadvisory.com.au/


Investment Management Standard Facilitator

Accredited facilitator process

https://www.dtf.vic.gov.au/investment-management-standard/investment-management-
facilitator-training-and-accreditation 

Accredited facilitators

https://www.dtf.vic.gov.au/support-departmental-users/book-investment-management-
standard-facilitator

https://www.dtf.vic.gov.au/investment-management-standard/investment-management-facilitator-training-and-accreditation
https://www.dtf.vic.gov.au/investment-management-standard/investment-management-facilitator-training-and-accreditation
https://www.dtf.vic.gov.au/support-departmental-users/book-investment-management-standard-facilitator
https://www.dtf.vic.gov.au/support-departmental-users/book-investment-management-standard-facilitator


To receive this publication in an accessible format phone 0411 885 889 or email greg@ideasadvisory.com.au

© Ideas Advisory Pty Ltd, Victoria, Australia

Except where otherwise indicated, the images in this publication show models and illustrative settings only, and do not necessarily depict 
actual services, facilities or recipients of services. 
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Attribution
Ideas Advisory would like to thank the Department of Treasury and Finance (Victoria) and the Department of Premier and Cabinet (Victoria) 
which encourages the dissemination and re-use of its information.

Some of the materials in this presentation have been provided by DTF and DPC under a Creative Commons Attribution 4.0 international 
licence, with the exception of:
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